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Tension between positive and negative rationales for promoting congruence 
or diversity of goals in collaboration.
At the principle level, congruence of organizational goals is argued to be essential 
because joint goals for the collaboration can be easily aligned to partners’ goals and 
this thus increases their commitment to the collaboration. Diversity of organizational 
expertise and resources is, however, perceived to be essential to gaining truly 
synergistic advantage from collaborating, but this, in turn, implies diversity of 
organizations’ goals. What makes the paradox, at the principle level, particularly 
noteworthy, however, is that the achievement of collaborative advantage can also 
be hindered by both congruence of, and diversity between, organizations goals. Too 
much homogeneity in goals can make organizations reluctant to cooperate and 
share information; too much heterogeneity leads organizations to seek different and 
sometimes conflicting outcomes.
At the enactment level, an assumption that runs through the literature is that 
agreement between organizations on joint goals for a collaboration is a requirement 
for its success; the presumption is that collaboration goals cannot be enacted 
unless they are explicitly acknowledged by all participants. Paradoxically, however, 
the same literature also points to numerous difficulties associated with reaching 
such agreement in practice. For example, organizations may have different 
expectations
that result in conflict; resource constraints can make compromises difficult; 
organizations may view policy implementation goals differently and agreement, when 





e.g. individuals seek to incorporate own goals, 
e.g. external parties influence the agenda,
e.g. expressed goals may be purely nominal,
e.g. irrelevant goals creep into the agenda,
e.g. process goals may be more important,
e.g. real goals may not have been expressed
Congruence between organizations goals tend to be the spur for initiating 
collaboration. However, both congruence at the individual level and of collaboration 
processes can help overcome lack of momentum. And even an external goal may 
enable partners to recognise their congruencies. Our research however, suggests 
that goal diversity is far more prevalent than goal congruence. This diversity can 
lead to expanded and unwieldy agendas, confusion, misunderstandings or just 
apathy. 
First, it is highly unlikely that all the goals will be in harmony. Second, it is highly 
unlikely that any individual participant will know
or understand more than a portion of the goals that are at play. Third, differing 
perceptions lead to a low degree of mutual understanding even where there is 
individual knowledge or understanding. Fourth, because the entanglement is in a 
continuous state of flux, any mutual understanding of each others’ goals - and hence 
any agreement over a collaboration goal - tends to be short lived. 
This analysis does not challenge the notion that agreement on joint goals for a 
collaboration is desirable but, since it explains why that is inherently difficult to 













Flexibility, accommodate the intersection of different cultures. Rigidity preserve 
distinct organisational cultural resources.
Autonomy, Individuals need to act on behalf of their organisations. Accountability, 
Organisations’ interests must be protected. 
Complexity, Embracing complexity is necessary to harness resources. Control, 
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